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Abstract 
This paper is a strategic analysis for the start-up Patch Ltd.  Patch has developed 
innovative products for growing produce in homes and will compete in the consumer container-
growing industry.  The industry and the company are introduced along with urban agriculture 
trends. 
The industry is analysed using Porter’s 5 forces analysis, and a competitive analysis 
compares Patch to its competitors in key success factors found in the 5 forces analysis.  A 
strategy is developed using opportunities and threats derived from the competitive analysis.  The 
implementation of this strategy is then detailed, within the constraints of the company’s 
resources. 
Concluding the paper are final recommendations and an implementation timeline. 
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Glossary 
BTU British Thermal Unit - Measurement of heat created by burning any material. 
Community Garden A single piece of land cultivated collectively by a group of people 
CSR Corporate Social Responsibility 
Do-It-Yourself (DIY) 
Solution 
A product that was built by the user instead of being purchased. 
End Consumer The buyer of the planter who uses it to grow produce. 
EPA Environmental Protection Agency 
Genetically Modified 
Foods 
Genetically modified foods are foods derived from genetically modified 
organisms. Genetically modified organisms have had specific changes 
introduced into their DNA by genetic engineering techniques.1 
GM Genetically Modified 
Greenest City 2020- 
Vancouver 
An action plan implemented in 2009 by Mayor Gregor Robertson to make 
Vancouver the greenest city in the world by 2020 




Roughly 40% of the Canadian population defined as upwardly mobile with 
disposable income and is generally health conscious, well-educated, trendy 
and between the ages of 18-54.  This segment grows with the ease of access to 
organic produce. 
Organic Organic foods are foods that are produced without pesticides and chemical 
fertilizers, do not contain genetically modified organisms, and are not 
processed using irradiation, industrial solvents, or chemical food additives. 
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  Wikipedia	  (2012,	  April	  12).	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  Food.	  	  Retrieved	  from	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Organic Trade 
Association 
The Organic Trade Association (OTA) is the membership-based business 
association for the organic industry in North America. OTA’s mission is 
to promote and protect organic trade to benefit the environment, farmers, the 
public, and the economy. OTA envisions organic products becoming a 
significant part of everyday life, enhancing people's lives and the 
environment.2 
PechaKucha Presentation methodology in which 20 slides are shown for 20 seconds each ,  
usually seen in a multiple-speaker event called a Pecha Kucha Night. 
Retail Channels Stores which purchase planters to resell to end consumers 
SIP Sub-Irrigate Planter 
True Natural (TN) 
Consumer 
Roughly 7-11% of the Canadian population and defined as being committed 
environmentalists.  They have a low priority for materialism, generally with a 
lower income then the NGM (but by choice); yet are much more likely to pay 
a premium for truly organic goods. 
Urban Agriculture Urban agriculture is the practice of cultivating, processing and distributing 
food in, or around a village, town or city. 
USDA U.S. Department of Agriculture 
Victory Garden Victory gardens were vegetable, fruit and herb gardens planted at private 
residences and public parks in United States, United Kingdom, and Canada 
during World War I and World War II to reduce the pressure on the public 
food supply brought on by the war effort. In addition to indirectly aiding 
the war effort these gardens were also considered a civic "morale booster" — 
in that gardeners could feel empowered by their contribution of labor and 
rewarded by the produce grown.3 
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  Organic	  Trade	  Association	  (2012).	  	  Who	  	  We	  Are.	  	  Retrieved	  from	  http://www.ota.com/about/accomplishments.html	  3	  Wikipedia	  (2012,	  April12).	  	  Victory	  Garden.	  	  Retrieved	  From	  http://en.wikipedia.org/wiki/Victory_garden	  
	  	   1	  
1 OVERVIEW  
Patch Ltd. is a start-up company that has created a container growing system for the 
production of fruits, vegetables, and herbs at home.  Patch is now ready to take its product to 
market.  The purpose of this paper is to analyze the consumer container growing industry, Patch’s 
competitors, as well as Patch’s internal capabilities and to create a strategy for the successful 
market entry of Patch products locally in Vancouver, Canada. 
1.1 THE INDUSTRY 
Although modern methods of food production are producing more food than at any time 
in human history4, the methods are (generally) neither healthy nor sustainable.  Current methods 
are characterized by large global centres of production, processing and distribution which have 
fundamentally changed how our food is grown, how it gets to our table, what we eat, and how we 
relate to it.  Issues for the consumer caused by these centralized production methods include: 
• An increase of energy consumed per unit of delivered produce that is contributing to global 
warming and other environmental concerns.  20 BTU's of fuel energy are now used to 
produce 1 BTU of food energy. By comparison in 1910, that ratio was 1:15 
• People are feeling more and more disconnected from the food they eat.6 
• People are becoming uncomfortable because they lack knowledge about the contents and 
production methods of the food they are consuming and they are concerned that the foods 
may contain pesticides, hormones or other dangerous additives.  In addition they may be 
suspicious of the possible harmful effects of genetically modified (GM) crops.  In addition, 
there is a concern about the treatment of farm workers in some areas. 
• Due to the homogenization of crops and the degradation of farmlands, a significant amount of 
productive farmland is lost every year due to erosion, desertification, and salinization.  Over 
550 million hectares of agricultural land has been degraded due to agricultural 
mismanagement since 1945.7 
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  4	  CropLife	  America	  (2012).	  	  Increased	  Food	  Production.	  	  Retrieved	  From	  http://www.croplifeamerica.org/crop-­‐protection/benefits/increase-­‐food-­‐production	  5	  Sparrs,	  R.	  (2002,	  June	  29).	  	  Sustainable	  Urban	  Food	  Production	  in	  the	  City	  of	  Vancouver.	  	  Retrieved	  from	  http://www.cityfarmer.org/barrsUAvanc.html	  6	  Footprint	  Choices	  (2012).	  	  What	  are	  community	  Food	  Systems.	  	  Retrieved	  From	  http://www.slowmovement.com/cfs.php	  7	  Land	  Degredation.	  	  Retrieved	  From	  http://www.unep.org/geo/geo3/english/141.htm	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• Another effect of homogenized crop growing is increased nutritional poverty in food.   The 
vitamin and micronutrient content of produce has significantly decreased over time.  Mass 
market produce that is consumed today has far less nutritional value than the same produce 
from the first half of the 20th century, or from produce that is produced today on small farms.8 
• There has been a massive increase in obese people (especially in North America) with an 
increase also in related health issues such as diabetes and heart disease due in part to poor 
diets lacking fresh produce.  The fraction of American adults considered obese has grown 
from 19.4% in 1997 to 35.7% in 2010.9 
For these reasons there is growing willingness to accept new methods of production that 
address both the health, societal, and emotional issues created by the current methods of food 
production. 
1.1.1  GROWING DEMAND FOR ORGANIC PRODUCE 
The organic food industry in North America is booming, growing by 7.7% in 2010 while 
total food growth grew by only 0.6%.10  Retailers and producers alike are recognizing the trend 
towards healthier, more nutritious foods and are acting accordingly. New and trendy organic 
grocers are opening their doors everywhere and charging a premium of 10% to 40%11 for organic 
foods. Between 1994 and 2009, farmer’s markets in the US grew from 1,755 to 6,132.12 – 
Loblaw’s in Ontario is even replicating the farmer’s market environment in their stores – 
demonstrating again that the concern about food quality has become important. 
The Organic Trade Association found that sales of organic food and beverages in the US 
alone have grown from $1 billion in 1990 to $26.7 billion in 201013. Sales in 2009 represented 
5.1% growth over 2008 sales. Organic fruits and vegetables’ share of the market grew year on 
year from 4% to 11.8%.14  World organic sales grew from $23 billion in 2002 to $52 billion in 
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  8	  Pollan,	  M.	  (2010).	  	  In	  defence	  of	  Food.	  	  Penguin	  Group:	  New	  York	  9	  Wikipedia	  (2012,	  April	  2).	  	  Obesity	  in	  the	  United	  States.	  	  Retrieved	  From	  http://en.wikipedia.org/wiki/Obesity_in_the_United_States	  10	  Organic	  Trade	  Association	  (2011).	  	  U.S.	  Organic	  Industry	  Overview.	  	  Retrieved	  From	  http://www.ota.com/pics/documents/2011OrganicIndustrySurvey.pdf	  11	  Wikipedia	  (2012,	  April14).	  	  Organic	  Food.	  	  Retrieved	  From	  http://en.wikipedia.org/wiki/Organic_food#Economics	  12	  Wikipedia	  (2012,	  April	  12).	  	  Farmer’s	  Markets.	  	  Retrieved	  From	  http://en.wikipedia.org/wiki/Farmers'_market	  13	  Organic	  Trade	  Association	  (2012).	  	  Industry	  statistics	  and	  Projected	  Growth.	  	  Retrieved	  From	  http://www.ota.com/organic/mt/business.html	  14	  FIBL	  (2011,	  June	  27).	  	  Organic	  World.	  	  Retrieved	  From	  http://www.organic-­‐world.net/news-­‐organic-­‐world.html?&tx_ttnews%5Btt_news%5D=294&cHash=226649e225f432f92a2c7cd423c290ec	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2008 and estimates call for a 10 – 50% annual growth rate depending on the country.15  About 
18% of Canadians purchase organic foods regularly, and over 30% do so at least once or twice 
annually.16 
Consumers relate differently to the foods they eat depending on their economic & social 
situations, and their ideals.  What a consumer looks for when purchasing produce is a good 
indicator of their propensity to become involved in urban agriculture, and also the how and why.  
Table 1 illustrates the factors that three generic types of consumers are likely to consider when 
purchasing produce.  Purchase decisions for the Price & Convenience Consumers are driven 
almost exclusively by a desire to minimize cost and time.  The New Green Mainstream (NGM) 
consumer is roughly 40% of the population and is upwardly mobile with disposable income and 
is generally health conscious, well-educated, trendy and between the ages of 18-54.  This segment 
grows with the ease of access to organic produce.  Generally, they are currently uninvolved in 
urban agriculture but could be motivated to do so.  True Natural (TN) consumers make up 7-11% 
of Canadians and are committed environmentalists.  They have a low priority for materialism, 
with a lower income then the NGM (but by choice); yet are much more likely to pay a premium 
for truly organic goods.  Many TN consumers are already involved in urban agriculture, likely 
with DIY solutions.  TN consumers act on their beliefs, while NGMers follow the trends.17 
As the Price & Convenience Consumer is concerned primarily with cost, and not about 
quality, freshness, or environmental impact they are not likely customers for an urban agriculture 
product.  Therefore we will focus our analysis on the New Green Mainstream consumer and True 
Natural consumers, and our strategy will focus exclusively on the NGM consumer. 
In Table 1 we have estimated the importance of each purchase criteria on the following 
scale.  3=very important, 2=somewhat important, 1=not important. 
 
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  15	  15	  FIBL	  (2011,	  June	  27).	  	  Organic	  World.	  	  Retrieved	  From	  http://www.organic-­‐world.net/news-­‐organic-­‐world.html?&tx_ttnews%5Btt_news%5D=294&cHash=226649e225f432f92a2c7cd423c290ec	  16	  Organic	  Consumer	  Profile.	  	  Retrieved	  from	  http://www.agric.gov.ab.bc.ca/food/organic/organic_profile.html	  17	  Organic	  Consumer	  Profile.	  	  Retrieved	  from	  http://www.agric.gov.ab.bc.ca/food/organic/organic_profile.html	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Table 1 – Market Segmentation for Produce 







Price 3 2 1 
Freshness 1 3 3 
Product Appearance 1 3 1 
Organic 1 2 3 
Environmental Impact 1 2 3 
Connection to Food 1 2 3 
Knowledge of Content & 
Production Process 
1 3 3 
Nutritional Value 1 2 3 
No Work Required 3 2 1 
1.1.2  INCREASING FOOD PRICES 
Food prices worldwide are escalating rapidly.  For example, maize and wheat prices 
doubled between 2003 and 2008, and the price of rice doubled in the first four months of 2008.  
Food is currently the most expensive it has ever been in the history of the world.18  This 
increasing cost is another factor which drives consumers to consider growing their own. 
1.1.3  URBAN AGRICULTURE  
Urban agriculture is defined as agricultural activity occurring within the boundaries of 
semi-urban and urban areas.19   The growth of urban agriculture is generally seen as a reaction to 
the consumer’s wish for a closer connection to their produce and mitigation of the issues with 
current food production described above.  Community gardens cannot be allotted quickly enough 
– in London there’s a 100,000-person waiting list that can extend up to 10 years for a garden 
plot.20  There are currently 3,260 community garden plots in Vancouver.21 
Urban agriculture is not limited to community gardens. Some businesses are gaining 
traction with financially viable urban farms in downtown areas. Cityscape Farms in San Francisco 
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  18	  Food	  and	  Agriculture	  Organization	  of	  the	  united	  Nations	  (2009,	  March).	  	  The	  2007-­‐2008	  Price	  Episode.	  	  Retrieved	  From	  http://www.fao.org/fileadmin/templates/est/INTERNATIONAL-­‐TRADE/PFGEM/technical_brief-­‐1.pdf	  19	  19	  Food	  and	  Agriculture	  Organization	  of	  the	  united	  Nations	  (2009,	  March).	  	  The	  2007-­‐2008	  Price	  Episode.	  	  Retrieved	  From	  http://www.fao.org/fileadmin/templates/est/INTERNATIONAL-­‐TRADE/PFGEM/technical_brief-­‐1.pdf	  20	  GreenEmerge.com	  (2009).	  	  Landshare:	  Britain’s	  ‘Kijiji’	  for	  Growing	  Local	  Food.	  	  Retrieved	  From	  http://www.greenemerge.com/Landshare,-­‐Britain's-­‐Kijiji-­‐for-­‐Growing-­‐Local-­‐Food.html	  21	  City	  of	  Vancouver	  (2012,	  March).	  	  Community	  Gardens	  –	  A	  city	  of	  Gardens.	  	  Retrieved	  from	  http://vancouver.ca/commsvcs/socialplanning/initiatives/foodpolicy/projects/gardens.htm	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is introducing greenhouses on rooftops.22 Growing Power has a large urban agriculture facility in 
Milwaukee and is expanding its operation nationally.23  Hantz Farms in Detroit is aiming to be the 
largest urban agriculture operation in the world to help revive an area suffering from serious 
economic depression.24 
Gardening at home is another effective form of growing produce within urban areas. As 
homeowners become active gardeners, seed sales are soaring25.  As prices for food rise, prices for 
seeds are coming down, offering people the chance to save money by growing at home. People 
who are new to gardening are increasingly growing food crops instead of the flower gardens of 
the past, realizing the benefits of homegrown produce.  The home gardening of produce sector of 
the industry has traditionally used a low cost strategy, but as its popularity grows and new 
entrants are introduced, it is shifting to competing on product differentiation, with price still being 
a factor. 
It is within this sector, the growing of food at home, that Patch will focus. 
1.1.4  THE OPPORTUNITY 
Even though urban agriculture and the growing of food at home has increased rapidly 
over the last decade, the majority of consumers in Vancouver and worldwide have not yet gotten 
involved. As Vancouver grows it becomes more dense.  Currently, within metro Vancouver the 
City of Vancouver covers 4% of the area yet accounts for 27% of the population and is growing 
at a rate of 6.5% annually.26  As the city grows denser, residents have less and less land amongst 
them.   Furthermore, a large portion of existing urban agriculturists use do it yourself (DIY) 
solutions- there are thousands of DIY instructional web pages, blogs and YouTube videos; 
indicating even more demand for a well designed and marketed home produce growing system.  
Vancouver is a leader in sustainability and green initiatives and aims to be the greenest 
city on the planet by 2020.27  A key part of the strategy to achieve this goal is urban agriculture.  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  22	  Cityscape	  Farms	  (2011).	  	  FARMYOURROOF!.	  	  Retrieved	  From	  http://www.cityscapefarms.com/farmyourroof/	  23	  Growing	  Power	  inc.	  (2010).	  	  Growing	  Power,	  Inc..	  	  Retrieved	  From	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The city is calling for a 285% increase in local food production in the next eight years.28  
Assuming that consumer gardening keeps pace with these public initiatives then the demand for 
solutions for the production of food at home should grow by nearly three times. 
The biggest opportunity, therefore, may lie not in converting existing customers (the True 
Naturalists) from their current planter (be it a Patch competitor, community garden, or DIY 
solution) but rather fostering and educating the potential customers (members of the New Green 
Mainstream segment) who have yet to discover urban agriculture and its personal, societal and 
environmental benefits. 
The environmental, health, and societal impact of the current methods of food production 
are serious issues, and ones that the individual can take steps to address.  Patch has created a 
product that addresses these issues and is fun, cool, aesthetically pleasing and easy to use. 
1.2 THE COMPANY 
Founded in 2011, Patch Ltd. is a start-up which is creating and marketing easy and no-
fail products for growing your own produce at home—on your balcony, on the roof, on your 
kitchen counter—anywhere with sunlight.  Patch’s goal is to enable urbanites, who do not have 
access to arable land or experience in the garden, to grow food.  The company is based in 
Vancouver, British Columbia and will initially sell its products at local gardening, home 
improvement, design and home furnishing retailers.  Direct sales via a company website will 
follow. 
Corporate Social Responsibility (CSR) is a major part of the company’s overall strategy 
and identity.  Patch will be involved in the community at all stages, with CSR initiatives playing a 
key and integral part in its product development, material sourcing, production, marketing, and 
human resources. 
Patch plans to compete in the industry through brand and product differentiation as 
opposed to low cost, and how it positions itself upon market entry will be integral to this 
successful positioning.  As Patch is a startup, there is no pre-existing strategy as a starting point; 
the issue is how the company can make an effective entry into the market.  Below is an Ed 
Bukszar grid of the internal preferences of Patch as an organization, which shows its propensity 
for differentiation.   
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  28	  City	  of	  Vancouver	  (2012).	  	  Vancouver	  Will	  Become	  a	  Global	  Leader	  in	  Urban	  Food	  Systems.	  	  Retrieved	  From	  http://vancouver.ca/greenestcity/PDF/GC2020ActionPlan-­‐Goal10.pdf	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Table 2 – Ed Bukszar Grid of Patch Ltd 
 Cost Based     Differentiation 
 Low Cost, Adequate 
Quality 
    High Quality, Adequate Cost 
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R&D Expenses Low        
 
X   High 
Structure Centralized 
 










       X 
 




        X 
 
 Highly Skilled, Flexible 
Marketing Comparative, 
Push 
         X Pioneering, Pull 
Risk Profile Low Risk 
 





         X Conservative (Equity) 
Patch today is a very flexible operation that can respond quickly to markets and 
customers.  The CEO is intimately involved in product strategy & development.  As there is 
currently only one employee in the company we have not rated the structure, however, this will 
be a very responsive and fast-moving organization as the company grows.  The product will be 
produced locally at a facility which can quickly be responsive to changes in the product and in 
production volumes.  It is very flexible.  The company’s product aims to pioneer urban 
agriculture in the market, and will be driven to a large extent by customer input and feedback.  
This is an early stage company introducing a new product to a new market and is therefore very 
risky.  Therefore the capital structure will be all equity.  
1.2.1  THE PRODUCT 
Patch produces a line of container growing systems for the cultivation of vegetables, 
fruits and herbs at home.   
The Patch planter is made of layers of waterproofed and aesthetically pleasing fabrics, 
allowing for easy shipping and storage, while also offering functional, yet appealing designs that 
can accommodate color combinations to suit any decor. The design is modular so that it can be 
scaled for different crops and/or to increase output. This allows the user to customize both the 
size and scope of their garden.  Figure 1 is an image of the Patch planter.  Note the simple, clean 
design. 
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Figure 1 – Exterior of Patch Planter 
 
The product is a sub-irrigated planter (SIP), which is a method of watering plants where 
the water is introduced from the bottom, allowing the water to soak upwards to the plant 
through capillary action.  The plant’s roots draw only as much water as is required so over and 
under watering are prevented, and nutrients in the soil are not eroded by water passing through 
the soil and draining.  This provides a much higher yield, up to 50% in some cases.29  Figure 2 is 
a cross section of a SIP.  Unique features to a SIP include the water intake valve, the water 
reservoir underneath the soil, and the sections where the soil rests in the water to facilitate upward 
wicking. 
Figure 2 – Cross section of Sub-Irrigated Planter 
 
The product addresses the four biggest barriers that stand between the average consumer 
and their own vegetable garden: 
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  29	  Greenscaper	  (2011,	  June	  22).	  	  Inside	  Urban	  Green.	  	  Retrieved	  From	  http://www.insideurbangreen.org/raised-­‐beds/	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• Lack of arable land—no, or not enough, land or land not suitable for growing 
• Consumer is inexperienced and intimidated—the consumer lacks knowledge about growing 
fruits and vegetables 
• Consumer wants to avoid additional work 
• Consumer wants to avoid mess and poor appearance—concern about the mess, clean-up and 
aesthetics  
A Patch planter ameliorates these concerns and will have significant value to the 
consumer for multiple reasons: 
• It produces up to 50% more yield then a conventional planter30 
• It is a complete container growing system, including the container, growing medium, seeds 
and instructions which allow a person who has no gardening knowledge to successfully grow 
crops 
• The sub-irrigated design prevents over or under watering (the most common errors by novice 
gardeners) 
• It is compact and aesthetically pleasing and can be a design feature inside or outside of the 
home 
• It is self-contained and waterproof so there is no mess and it can be placed anywhere there is 
sunlight- on the patio, on the roof or indoors 
• It is modular and scalable for different crops or volumes 
• The consumer takes control of his/her food production thus eliminating concern about 
pesticides, GMO foods, or production methods 
• Due to Patch’s community minded approach to the production of the planters, a Patch 
customer will feel that s/he is contributing to the wellbeing of the local community 
1.2.2  CHALLENGES 
Patch is at a crucial stage in its development.    Up to now the focus has been on concept 
and design, and the challenges have been in designing a product which functions well, can be 
produced at a reasonable cost and with environmentally conscientious inputs.  Now that a concept 
and product have been finalized, the company must move from product design to market entry 	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  30	  	  Greenscaper	  (2011,	  June	  22).	  	  Inside	  Urban	  Green.	  	  Retrieved	  From	  http://www.insideurbangreen.org/raised-­‐beds/	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and the challenges will be different.  The company must ramp up production, make its market 
entry, create distribution channels, make sales, and become a known brand. 
The next step in Patch’s corporate strategy is to successfully bring the product to market, 
by strategically attracting the NGM consumer segment as they have been identified as the market 
with the largest potential opportunity.   
1.3 SUMMARY 
Having described the industry in which Patch plans to compete, as well as the company 
and its products, Chapter 2 contains an analysis of the environment in which Patch will operate 
using Porter’s 5 Forces31.  We then identify sources of competitive advantage and opportunities & 
threats and from these derive the strategic options to be implemented.  Chapter 3 examines 
Patch’s internal capabilities to determine which strategic options could be successfully 
implemented with the resources available.  Chapter 4 provides recommendations and a timeline 
for implementation.  
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
31 Crossan, M.M. & Rouse, M.J. & Fry, J.N., Killing, J.P. (2009).  Strategic Analysis and Action.  Toronto, Ontario: Pearson Prentice Hall 	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2 EXTERNAL ANALYSIS 
In this chapter we examine the external forces which will be exerted on Patch using 
Porter’s 5 Forces Analysis32 and from this we will identify key success factors.  Then, 
competitive analysis will be used to determine opportunities and threats for Patch.  The 
opportunities and threats will then be used to form a strategic plan  
2.1 5 FORCES ANALYSIS 
In this section we examine the industry in which Patch will compete—the industry in this 
case is the design, production and sale of container growing systems for the production of fruits, 
vegetables, and herbs at home. 
We will use Porter’s 5 Forces Analysis33 to examine the competitive forces that affect the 
industry.  The forces are the power of buyers, substitutes, the risk of new entrants, the power of 
suppliers and competition from rivals in the industry.  This analysis will ascertain how best to 
position the company and its products to maximize competitive advantage. And from this we will 
identify the threats and opportunities that may impact the business. 
2.1.1  BUYER POWER (POWER -  HIGH) 
Buyer power is the amount of bargaining power that a company’s customers can exert.  
Generally, commoditized goods and few, large buyers would lead to higher buyer power.  
Further, the greater the risk that the buyer, or distributor, takes on because the purchase is 
financially or otherwise important to him/her, the greater will be his/her motivation to exert buyer 
power. 
Before examining buyer power we must first define the buyers.  There are two buyers—
retail channels (who purchase the product to resell) and end consumers (who use the product to 
grow produce).  As described in Chapter 1, there are two types of end consumers—the True 
Natural  (TN) consumer and the New Green Mainstream (NGM) consumer. 
Retail Channels (Power - High) 
Retail channel buyers are concentrated as there are a small number of home and garden 
centres and specialty garden shops, with the majority of the market taken up by chains such as 
Home Depot and Rona.  This leads to high buyer power that can be mitigated by diversifying into 	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
32 Crossan, M.M. & Rouse, M.J. & Fry, J.N., Killing, J.P. (2009).  Strategic Analysis and Action.  Toronto, Ontario: Pearson Prentice Hall 	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new retailer channels and this is a key success factor (KSF).  New channels could include design 
and furniture stores, high-end grocers, and/or lifestyle stores.  Diversifying distribution into new 
types of retailers would lower buyer power and be a source of competitive advantage. 
The retail channels can easily have complete information about products in the industry 
which also increases their power.  Product differentiation is a KSF that mitigates this threat as it 
turns the information the buyers have into a strength for a product that is sufficiently 
differentiated.  Means of differentiation include aesthetic design, yield, quality of construction, 
ease of use and environmental conscientious construction.  Differentiation can also occur on the 
company level through brand recognition and CSR initiative implementation, and these also are 
each KSFs. 
Low switching costs also contribute to high buyer power, but there are several ways to 
mitigate this.  First, selling in bulk or signing long-term contracts with retailers would increase 
buyers’ switching costs, which would reduce buyer power, and these are both KSFs for the 
supplier.  Second, increasing demand for the product through differentiation, as well as brand 
creation, will raise switching costs since demand will be created for the one specific product.  
Differentiation and brand creation have been highlighted above as KFSs and they are also KSFs 
which relate to increasing the buyer’s switching costs, as for the retailer to switch to a new 
product requires re-educating the consumer on the value of the new product as opposed to the 
incumbent.   
The sale of planters for the production of food at home is a very small part of the 
retailer’s business, and this too leads to high buyer power, as they do not rely on the products for 
survival or even a large portion of their success.  Making the products more valuable to the 
retailer through brand awareness and recognition can mitigate this if the product drives new 
customers to the retailer and so brand awareness is a KSF in this context also. 
Backward integration is a big risk with large retailers especially if no patent, copyright, 
trademark, and grows with the success and proliferation of consumer container growing systems.  
The introduction of house brand products not only introduces a new competitor but likely 
introduces one with economies of scale, display priority, and a lower cost.  Once again brand 
creation and product differentiation are the keys to mitigating this threat, as they increase demand 
for a particular product and so they are KSFs in this case also. 
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End Consumer Target Market Segments  
As was identified in chapter 1 the market can be segmented into three parts, two of which 
are relevant for this analysis.  These two market segments—the True Natural (TN) consumer and 
the New Green Mainstream (NGM) consumer—are quite different, therefore, we will examine 
them separately.  
There are a large number of substitutes available for both TN consumers and the NGM 
consumers which increases buyer power.  This is discussed at length under threats of substitutes 
so will not be covered here. 
True Natural Consumer (Power-Very High) 
TN consumers are people who really care about the quality of their produce, where it is 
from, and how it is produced.  They most likely already grow produce at home, and aside from 
eating what they’ve grown themselves they will only buy fresh, organic, and local from farmer’s 
markets or select organic food stores.  For consumer urban agriculture and organics they are the 
early adopters and trendsetters, and growing food at home is about the produce and nothing more. 
Full information about the products available for growing produce is widely available on 
the Internet and/or by visiting a small number of stores and that information availability increases 
buyer power.  Differentiating the product for this segment to mitigate this threat includes 
differentiation through yield, quality & durability of the product, environmentally conscientious 
construction of the product and CSR initiatives undertaken by the company.  Product 
differentiations through each of these are KSFs.  Creating this differentiation for the product and 
the company would turn the availability of information and ease of product comparison into 
strengths for the well-differentiated product and company. 
There are two types of switching costs for the consumer: time and money.  The financial 
cost of switching is relatively low, but can be increased through the selling of update packages or 
refills making the re-use of an already purchased planter much cheaper than buying a new one.  
But the low cost of switching cannot be mitigated completely.   
Time has a higher switching cost for the consumer as s/he would have to start the 
growing process over after every switch.  As this does not contribute to buyer power it is not a 
source of competitive advantage as it cannot be mitigated. 
To TN consumers the produce they grow at home is an important part of their lives, and 
by extension so is the planter it is grown in.  This weakens buyer power as they really do care 
about the product. 
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The cost of produce is relevant for TN consumers, so the threat of readily available 
cheaper organic produce weakens the position of the planter producer.  The quality and variety of 
the produce capable of being grown in the planter is a KSF that directly combats this threat.  
Combating this for the TN consumer lies in the tangible and intangible qualities of the produce 
grown by the planter.  Tangible differentiators include the quality of the produce grown as well as 
the variety of produce available and each of these differentiating factors is a KSF.  Intangible 
differentiators consist of the knowledge of production and food safety inherent to growing one’s 
own food, the wellbeing and emotional connection one has with home grown produce, as well as 
the fun and enjoyment derived from gardening.  Making sure that the TN consumer understands 
these benefits will be achieved through urban agriculture education and this is a KSF. 
Backward integration is a large threat for TN consumers, as DIY solutions are a mainstay 
of this group.  Indeed many of these consumers will already have a DIY planter, perhaps even a 
sub-irrigated one.  Differentiation through yield and quality & durability, environmentally 
conscious construction and company CSR initiatives will help circumvent this threat and are 
KSFs.  It is important to note that Patch will not be able to compete on cost against DIY 
solutions, and trying to do so through aesthetic design or ease of use will likely not help either as 
this consumer segment is not concerned with how the planter looks and are more than willing to 
roll up their sleeves and get a little dirty. It is also noteworthy that many DYI solutions are not 
environmentally well constructed. 
New Green Mainstream Consumers (Power - Medium) 
NGM consumers differ from TN consumers in many ways.  They are late arrivers to 
urban agriculture, only doing so once it has become trendy and visibly relevant.  They are looser 
with their money, pickier about appearances while being less concerned with produce quality and 
yield.  For NGM consumers, urban agriculture is more of a hobby then a way of life, something 
fun to experiment with and to talk about.  As the reasons for an NGM consumer wanting a 
container growing system at home are different from the TN consumer’s reasons, so too are the 
forces this customer segment exerts on the industry and must therefore be mitigated differently.  
Unlike TN consumers, most NGM consumers are potential customers, as the majority of them do 
not as of yet grow produce at home.  However, they are increasingly sourcing fresh, organic 
produce from specialty retailers and could be convinced to begin to grow their own. 
As before, the NGM buyer has full information about planter options, and once again 
product and company differentiation is the key to mitigation of the buyer’s power.  It is the 
differentiators that differ from the previous market segment.  The NGM consumer is not only 
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concerned with the yield, quality & durability of the product and its environmentally 
conscientious construction but also with its aesthetic appeal and ease of use.  Differentiating the 
product along these parameters are KSFs.  Company differentiators are the same though; with 
brand power, visible CSR initiatives and environmentally good production methods being KSFs. 
Switching costs, both time and money, are the same as they are for the previous market 
segment.  Unlike the TN consumers though, the NGM consumer does not care so much about 
his/her planter, which increases his/her power.  Therefore making the NGM consumer care about 
the planter is a KSF.  Making it aesthetically pleasing, fun to use and a conversation piece, along 
with giving the NGM consumer an appearance of environmental conscientiousness will create an 
emotional attachment between the planter and the NGM consumer reducing the buyer power of 
s/he not caring about it and doing this are KSFs. 
Backward integration is not a concern with the NGM customer segment as they are 
disinterested in DIY solutions; indeed they will only jump on board the urban agriculture 
bandwagon if it is relatively easy and painless to do so. 
KSFs identified in buyer power include product differentiation by aesthetics, yield, 
quality & durability of construction, environmentally responsible construction and ease of use.  In 
addition diversifying into new retailer channels, brand creation, company CSR initiatives, signing 
long-term contracts with retailers, and selling products in bulk. 
2.1.2   SUBSTITUTES (POWER -  VERY HIGH) 
Substitutes are all of the alternate ways for consumers to service the same basic need, so 
in this case substitutes include all of the ways that a consumer can obtain produce.  The threat of 
substitutes is the largest threat to the home container growing system industry and the key 
substitute is the status quo. 
There are many ways for a consumer to source produce and several of these are ingrained 
into the daily habits of North American consumers.  Supermarkets, grocery stores, specialty 
grocers, farmer’s markets, one’s own garden, DIY planters and fresh delivery boxes all provide 
access to produce.  Table 2 lists possible substitutes and whether they are a viable way for either a 
TN or a NGM consumer to obtain produce. 
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Table 3 – Substitutes by Target Market 
Substitute True Naturals New Green 
Mainstream 
Supermarket No No 
Specialty Supermarket No Yes 
Specialty Grocers Yes Yes 
Farmer’s Market Yes Yes 
Own Garden Yes No 
DIY Planters Yes No 
Fresh Delivery Boxes Yes Yes 
For the consumer, switching to growing produce at home has five distinct barriers.  First, 
the consumer must decide to change his/her behaviour, to grow rather than buy produce.  Second, 
the consumer must invest the time to learn how to grow produce at home then get set up to do so.  
Third, the consumer must be willing to invest the start-up cost.  Fourth, the consumer must be 
willing to take action now for a pay-off in the future and must plan ahead—plant now to have 
produce at a future date.  Fifth, the consumer must expend the effort to tend their planters. 
Some approaches to mitigating the threat of readily available substitutes are different for 
TN consumers than for NGM consumers and other mitigation strategies are relevant for both 
segments. 
Consumer education on the benefits of urban agriculture—to the consumer and to the 
environment— will be the key to mitigating this risk in both market segments and is a KSF.  CSR 
initiatives, intelligent marketing and branding and the broadening of retail channels will all help, 
but it is raised awareness of the benefits of urban agriculture in general and its benefits both to the 
consumer, the community and the environment that will have the biggest impact.  Also, using the 
substitutes themselves as channels to market could be an aggressive and impactful way to 
mitigate substitutes by, for example, selling home gardening solutions at farmers markets and 
specialty grocers and is a KSF. 
For TN consumers focusing on the quality and variety of the produce which is grown, the 
knowledge of the provenance of the produce and low cost of production i.e. high yield (once the 
system is up and running) are the KSFs which mitigate the threat of substitutes.  This market 
segment cares about the quality and quantity of the produce, the produce’s health benefits, and 
the produce’s environmental impact. 
NGM consumers do care about the above factors and so quality and variety of the 
produce which is grown, the knowledge of the provenance of the produce and low cost of 
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production i.e. high yield (once the system is up and running) are also KSFs here.   In addition, 
the NGM consumer must be sold on the emotional attachment and fun found in growing food at 
home.  They require jarring out of the status quo, as they may not yet be aware that they are 
dissatisfied with it.  The container growing system must give them something beyond good 
produce; it must resonate with them on an aesthetic, emotional and social level.  The additional 
KSFs which apply here are differentiation through product aesthetics and ease of use.  
KSFs identified in substitutes include diversifying into new retailer channels, brand 
creation, CSR initiatives, urban agriculture education, and all of the aspects of product 
differentiation. 
2.1.3  NEW ENTRANTS (RISK -  HIGH) 
The threat of new entrants refers to the threat that new competitors pose to existing ones.  
A company’s place in an industry and its profitability are influenced not only by existing 
competitors but also by potential new ones.  An important aspect of analyzing potential 
competition is the barriers (or lack thereof) that will affect the entry of new competition.  There is 
a large threat of new entries, both from a large firm with an established brand and marketing 
channels, and also from smaller companies with innovative products.  It is important to note that 
since Patch products are not yet available in the market, it is itself is a new entrant. 
There are six barriers to entry that need to be examined to ascertain the threat of new 
entrants—economies of scale, product differentiation, capital requirements, other cost 
disadvantages, access to distribution channels, and government policy. 
Economies of Scale 
An incumbent who has achieved reduction of unit production cost through large volume 
production has economies of scale which would likely result in a cost advantage over a new 
entrant.  Other advantages for a large incumbent could include monopolization and volume cost 
savings in distribution and retailer channels.  Although there are established firms in the industry, 
the relative low cost of production of planters and the lack of a clear volume leader means that it 
is unlikely that economies of scale in the industry would mitigate the threat of new entrants.  
Were an incumbent able to sell a large number of products and so achieve said economies it 
would be a KSF.  
Product Differentiation 
Brand recognition and customer loyalty mitigate the threat of new entrants as well.  
Anything an incumbent can do to have the consumer want its product in particular, rather than a 
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generic planter, is a KSF and would lessen new entry threats.  These would differ for the two 
market segments identified.  NGM consumers would respond to brand power and products 
differentiated through aesthetic, yield & quality of produce, durability, ease of use and CSR & 
environmentally good production methods.  TN consumers would respond to products 
differentiated through yield and CSR & environmentally good production methods.  These 
differentiators are KSFs. 
Company brand recognition would only be a KSF for NGM consumers, as TN consumers 
tend not to respond to brand power; indeed they shy away from it. 
Capital Requirements 
Capital requirements can be a barrier to entry in industries that require large start-up 
costs, such as the airline industry, oil & gas or computer memory.  Were a new entrant or 
incumbent to flood the market with low-cost products driven by high volumes then large capital 
requirements would be an issue.  However, this would only affect products competing on price 
and not on differentiation. 
Other Cost disadvantages 
There are other cost disadvantages that can, in some industries, create barriers to entry for 
newcomers to the market.  In this industry there is no proprietary technology or other intellectual 
property that would be a barrier and learning curve effects are not expected to be a major factor.  
Therefore no participant should have major cost advantages over the others in this respect.  
Access to Distribution Channels 
In some industries products firmly established in distribution channels can leave little 
opportunity for new players to obtain distribution.  This may result from the nature of the channel 
itself if for example the channel only carries one brand of a given product.  Barriers to entry are 
strong if the new entrant faces fierce competition for limited space or cannot break through long 
standing partnerships.34  Currently the industry and its distribution channels have yet to be 
saturated, and there are no significant producer/channel relationships.  Therefore there is a high 
threat of entry.  Incumbents could mitigate this by brokering exclusive deals with distributers and 
retailers, and by increasing demand for their product through differentiation and increasing brand 
power.  These three options are all KSFs.  Doing this would force distributors and retailers to 
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devote more of their space, time, and efforts on the incumbent’s specific products to respond to 
the increased consumer demand. 
Government Policy 
Certain industries are highly regulated by the government (such as alcohol, firearms, or 
medicine) and government policies and regulations can act as barriers to entry on their own 
through legislation, the imposition of standards, lengthy approvals, monitoring or control 
processes and licensing issues. 
While the consumer container-growing system is not government regulated, the fact that 
the business is characterized as environmentally conscious is relevant.  Being certified organic 
and describing your product as produced by recycled or recyclable materials require non-trivial 
government approval.  As both of these labels service the wants of both target markets (TN and 
NGM consumers) as well as creating barriers to entry for new entrants, being certified as organic 
and/or environmentally conscientious ways are significant KSFs. 
KSFs identified in new entrants include product differentiation, brand creation, CSR 
initiatives, exclusive retail or distribution deals, and economies of scale. 
2.1.4  SUPPLIER POWER (RISK -  LOW) 
Supplier power is the inverse of buyer power.  In this case Patch is the buyer and the 
issue is the power that Patch’s suppliers have to dictate terms to Patch.  Typically, supplier power 
is derived from the relative size and number of the input suppliers—a large size and small number 
of suppliers lead to high supplier power, particularly if the input is not a commodity. 
Supplier power in this industry is low for two reasons.  First, the materials are 
commodities that are available from multiple sources.  Second, the product is not inordinately 
dependent on any single commodity (see Appendix A for a list of competitor’s planters including 
their construction materials).  
Although supplier power is relatively low due to the commoditized nature of the inputs, it 
is possible to circumvent traditional suppliers altogether for some inputs.  The use of recycled 
goods sourced through alternative channels offers three benefits.  First, it reduces the power of 
traditional suppliers.  Second, it provides CSR benefits which are a key product differentiator for 
attracting both TN and NGM customer segments.  Third, it reduces costs.  For these reasons both 
product differentiation through use of recycled materials (and partnering with community 
initiatives to source these) and CSR initiatives are KSFs. 
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Labour is another area where there may be large supplier power.  Labour supplier power 
tends to be high when there is demand for highly skilled labour or where there is a highly 
unionized presence.  Although the supplier power is low in this case (no skilled labour and no 
unions) it can be further reduced through strategic use of CSR initiatives by taking advantage of 
make-work programs that provide cheaper labour that is subsidized by the government as bridge 
programs for the needy.  These initiatives are only relevant for unskilled tasks with low employer 
risk, but packaging and the sourcing of recycled materials are both perfect matches for such 
initiatives.  These are further reasons that CSR is a KSF.  The KSFs identified in supplier power 
are product differentiation through use of recycled materials and CSR initiatives. 
2.1.5  RIVALRY (RISK -  LOW) 
Rivalry power is the extent to which the total current value in an industry is dissipated by 
competitive forces.  Although in this case it may seem that rivalry would be high due to the lack 
of a clear industry leader which, through its size and influence, could set prices and dictate market 
levels, there are multiple factors that have made the current threat of rivalry low. 
First, container-growing systems for the production of food at home is a growing industry 
within a much larger trend (urban agriculture), which is also rapidly growing in visibility and 
consumer adoption and will continue to grow as urban densification spreads.  Basically, the 
industry is a growing pie within an even larger growing pie populated with a variety of consumer 
segments, which are attracted to different products that have unique attributes. 
Second, although the existence of many small competitors would suggest the possibility 
of price wars that would reduce profitability, there are numerous factors that mitigate this 
concern.  There is high product differentiation within the industry and different products which 
cater to particular customer segments, as well as low fixed costs and low exit barriers. Price wars 
between differentiated products are unlikely in an expanding market.  Although price wars may 
occur between low-cost competitors, differentiated products will not compete on this basis but 
rather by having sufficient differentiation. 
Even though the threat of rivalry is already relatively low, there are several KSFs that 
could further mitigate this threat.  Expanding the market, thus creating more demand for the 
industry’s products would reduce rivalry amongst existing players.  This could be achieved 
through educating the public on the benefits of urban agriculture and growing produce at home 
likely through generating publicity and news worthy stories given lack of advertising resources.  
Market growth could also be achieved by expanding retail channels to retailer types who 
currently do not carry consumer container growing systems.  This would be beneficial in two 
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ways.  First, it would expand the channels to market.  Second, expanding distribution to new 
types of retail stores would introduce the product to new consumers who do not shop regularly at 
home & garden centres.  Lastly, positioning the product as a conversation piece or design element 
would make it attractive to a new customer segment and thus increase the total available market. 
Increasing a firm’s presence within the existing industry is also a way to mitigate 
rivalry—this can be achieved through increased brand recognition and product differentiation 
which are KSFs.  Marketing of CSR initiatives and environmentally conscious means of 
production would help attract the NGM market segment to a product which has these attributes 
and away from rivals who lack them; as would product differentiation through aesthetics, ease of 
use, and yield & produce quality and variety.  These differentiators are also KSFs.  The TN 
consumers would be attracted by visible CSR initiatives and environmentally conscious design as 
well as by a product with a higher yield. These means of attracting the TN consumers are KSFs. 
KSFs identified in rivalry include product differentiation, diversifying into new retailer 
channels, brand creation, CSR initiatives, and urban agriculture education. 
2.1.6  INDUSTRY ATTRACTIVENESS 
Although the consumer container-growing system industry cannot be considered a 5 star 
industry according to Porter, since the threat of buyer power, substitutes, and new entrants are all 
high, it should still be considered an attractive industry for two reasons.  First, it is a growing 
industry.  Second, there are good opportunities to strongly differentiate a firm from its 
competitors.  
2.2 INDUSTRY ANALYSIS 
2.2.1  SOURCES OF COMPETITIVE ADVANTAGE DERIVED FROM 5 FORCES 
ANALYSIS 
The 5 forces analysis has identified possible sources of competitive advantage.  Table 4 is 
a list of the sources of competitive advantage derived from the 5 forces analysis.  They have been 
rated by relative importance (3=very key, 2=key, 1=less key).  Importance stems from the 
strength of the force it is mitigating and how relevant it is to mitigating that force, and also as to 
how many forces the source of competitive advantage helps mitigate. 
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Table 4 – Sources of Competitive Advantage Derived from 5 Forces Analysis Sorted by Relative 
Importance 
Source of Competitive Advantage 
(or Key Success Factors) 
Description Forces Mitigated 
VERY KEY 
Product Differentiation -Aesthetics The visual appeal of the 
planter 
Buyer Power-Retail Channels 
Buyer Power-NGMC 
Substitutes-NGMC 
New Entrants-Product  
Differentiation-NGMC 
New Entrants-Access to 
Distribution Channels 
Rivalry 
Product Differentiation-Yield The amount of produce 
grown per size of planter 










Product Differentiation-Quality and 
Diversity of the Produce 
The quality and variety of 
produce that can be grown 









Product Differentiation-Quality of 
Construction and Durability  
The sturdiness and 
durability of the planter 









New Entrants-Access to 
Distribution Channels 
New Entrants- Product 
Differentiation-NGMC 
Rivalry 
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Source of Competitive Advantage 
(or Key Success Factors) 




The use of environmentally 
friendly inputs such as 
recycled or up-cycled 
materials 
Or to a lesser extent 
material that is recyclable 
Products with minimal 
packaging 
Products made locally or 
that ship lightly and 
compactly to reduce carbon 
footprint 
Buyer Power-Retail Channels 
Buyer Power-TNC 
Buyer Power-NGMC 
New Entrants-Product  
Differentiation-NGMC 
New Entrants-Access to 
Distribution Channels  
New Entrants-Government Policy 
Supplier Power 
Rivalry 
Product Differentiation-Ease of Use Simplicity and intelligence 
of design making planting, 
watering, monitoring, and 
harvesting as painless and 





New Entrants-Access to 
Distribution Channels  
Rivalry 
Diversifying Into New Retailer 
Channels 
Selling products to new 
types of retailers beyond the 
current retail channels of 
home & garden stores and 
centres 
Buyer Power-Retailer Channels 
Substitutes 
Rivalry 
Company Brand Creation Creating brand recognition 
and good will through 
marketing and advertising  





New Entrants-Access to 
Distribution Channels 
Rivalry 
CSR Initiatives Ways the firms pro-actively 
becomes involved in the 
community either through 
make-work partnerships, 
product donations, or 
charitable contributions  









Urban Agriculture Education Educating the public on the 
perils of current food 
production methods and on 





Exclusive Retail or Distribution Deals Signing retailers or 
distributers to sell/distribute 
your product exclusively 
New Entrants-Access to 
Distribution Channels 
 
Economies of Scale Unit costs per product 
reduction through volume 
production 
New Entrants-Economies of Scale 
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Source of Competitive Advantage 
(or Key Success Factors) 
Description Forces Mitigated 
LESS KEY 
Long-Term Contracts With retailers Signing retailers to 
guarantee to carry a firms 
product for a specified 
period of time 
Buyer Power-Retail Channels 
Selling In Bulk Selling products at volume 
as opposed to singly 
Buyer Power-Retail Channels 
 
2.3 INDUSTRY ATTRACTIVENESS 
2.3.1  COMPETITORS 
There are many small players in the industry.  All are producing a planter or line of 
planters.  The products generally provide similar function but no company has created a product 
that is excellent across all variables.  Rather, each focuses (and in some cases excels) in specific 
features.  A cross-section of competitors is used for this comparison, to give a feeling of the 
industry as a whole.  Wooly Pocket, EarthBox, Garden Patch, and Lechuza are all successful 
incumbents for different reasons. 
Wooly Pocket 
For firms competing through differentiation Wooly Pocket is the industry leader.  It 
excels in multiple criteria and should be considered the strongest incumbent against which Patch 
will be competing.  Wooly Pocket excels in aesthetics, CSR initiatives, and branding & 
marketing.  Wooly Pocket was founded in Los Angeles, California in 2008. 
Wooly Pocket - Aesthetics 
Wooly Pocket’s products are aesthetically pleasing.  Simple and elegant, they are also 
available in a variety of neutral colours that help match them to any décor.  Figure 3 is a photo of 
Wooly Pocket products. 
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Figure 3 – Image of Wooly Pocket Products 
 
Wooly Pocket - CSR 
Wooly Pocket has a CSR initiative that is central to its corporate identity and has a 
significant visibility on its website and print media.  It builds gardens (using Wooly Pocket 
products) in inner city elementary schools and then teaches students how to tend a garden and 
also teaches the dietary benefits of fresh vegetables. 
From a marketing standpoint it is everything that a CSR initiative should be: simple, 
powerful, visual and it tells a story.  Consumers can follow the progress of the gardens and 
students on the Wooly Pocket website which helps drive traffic and generates significant 
goodwill.  Wooly Pockets are also made from 100% recycled pop bottles, and the packaging and 
labeling is minimal.   
Wooly Pocket – Marketing and Branding 
Wooly Pocket has an excellent website with great photos and informational text, and is 
easy to navigate.  They have print advertising in a variety of periodicals ranging from Home & 
Garden to Fast Company.  It cannot be overstated how significant a role its CSR initiative 
involving inner city schools plays in their branding: with this and their strong aesthetics they have 
positioned themselves as a cool, relevant, socially conscientious company.  
It is important to note though that although it excels in many areas, its failings in usability 
and yield prevent it from being a clear market leader.  Also, the product has one significant 
design flaw that greatly reduces its value.  The exterior is made from material which is woven 
from recycled pop bottles, which soak when watered and leak considerably.  While there is a 
waterproof internal membrane, it only reaches a quarter of the way up the pocket.  
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Lechuza 
Founded in 2000, Lechuza also competes through differentiation.  Its products are 
extremely well built and can be very expensive (up to $360).  It has not achieved the brand 
recognition of Wooly Pocket, however, although its sleek design does not have the operational 
flaws of the Wooly Pocket.  Lechuza has a wide variety of products which, both for the table or to 
hang on the wall, all are quite small. 
EarthBox  
EarthBox does not compete on aesthetics or brand image.  Its value proposition is purely 
bang for your buck.  It has one product: The EarthBox planter, which is ugly and made of un-
recyclable plastic, but is sturdy and has a high yield.  Founded in 1995 EarthBox was one of the 
first firms to market, and has succeeded through competing on price & value and achieving high 
volume sales: over one million units sold to date35. 
Garden Patch 
Garden Patch is an extremely low cost competitor.  Its Garden Patch planter retails for 
$9.95.  It has no retail presence, sales are only done online or by phone and the product is, as 
would be expected for the price; a little flimsy and made of unrecyclable materials. 
Table 5 is a rating of Patch and the incumbent firms on the sources of competitive 
advantage identified in the five forces.  Total scores for the firms equal their score per KSF 
multiplied by the value of the KSF (3 for very key, 2 for key, 1 for less key). 
Table 5 – Competitive Analysis of Patch and Competitors per Sources of Competitive Advantage 
Source of 
Competitive 












3 5 5 4 1 1 
Product 
Differentiation Yield 





3 4 2 4 3 1 
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Source of 
Competitive 












Construction or Use 
of Recycled or 
Recyclable 
Materials 




3 4 2 3 4 3 
Score for Holistic 
Product 
Differentiation 




3 5 3 2 1 1 
Brand Creation 3 3 5 2 3 1 
CSR Initiatives 3 5 5 1 1 1 
Urban Agriculture 
Education 
3 5 5 1 1 1 
KEY 
Exclusive Retail or 
Distribution Deals 
2 1 3 3 3 3 





1 1 3 3 4 1 
Selling In Bulk 1 1 3 2 4 3 
Total Score  129 118 81 82 53 
 
The total scores of the firms analyzed tell us that a differentiation strategy is best.  
Garden Patch, the low cost competitor, underperformed by a large margin in the KSF 
comparison.  Sales figures are not readily available for the products as they are not public 
companies.   Other than Patch’s projected performance, Wooly Pocket scored the best, and is the 
company with the most differentiation both at the product and firm level.  The two companies 
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with the next highest scores also use a differentiation strategy, Lechuza aiming to differentiate by 
product quality while EarthBox competes on value.  While EarthBox certainly does have 
elements of a low cost strategy, its focus on product yield makes it a hybrid of the two strategies 
and not exclusively a competitor on price. 
2.4 OPPORTUNITIES & THREATS 
The competitive analysis has identified both opportunities and threats for Patch when 
compared on the key sources of advantage identified in the Five Forces Analysis.  Through the 
analysis of these opportunities and threats we will be able to identify strategies to take advantage 
of the opportunities and/or ameliorate the threats. 
2.4.1  OPPORTUNITIES 
Opportunities exist when Patch outscores the other firms on specific sources of 
advantage. 
Holistic Product Differentiation 
While Patch’s product was outscored in certain sub-sections of product differentiation, it 
did perform very well when the product was rated as a whole.  This suggests that there is an 
opportunity for a product that is aesthetically pleasing, has high yield, is of high quality, is 
constructed in an environmentally conscientious way, and is easy to use.  The key is that the 
product must be all of these things.    NGM consumers want the total package.  All competitors’ 
products fall short in some category, preventing them from truly addressing this consumer 
segment’s wants and needs.  The NGM consumer presents a huge potential market (larger than 
the current existing market), and the right product with a holistic design is crucial to luring them 
away from the substitutes they currently use to source their produce. 
Diversifying Into New Retailer Channels 
Diversifying into new retail channels, such as design and lifestyle stores, is an 
opportunity for Patch for a number of reasons.  First, it will enable Patch to reach consumers as 
yet untapped by the market which will help negate the brand power exerted by Wooly Pocket.  
Second, it will present Patch’s products in a different way—not only as urban agriculture 
solutions but also as design features for the home.  This will help attract members of the NGM 
customer segment for whom style and trends are as important as the produce. 
Diversification will also reduce the buyer power of the retail channels as Patch will be 
less dependent on any one retailer. It may also reduce the power of substitutes if Patch can 
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infiltrate the substitutes themselves: by selling Patch products at Whole Foods or farmer’s 
markets, for example. 
CSR Initiatives 
Wooly Pocket is a perfect example of the power of CSR initiatives.  Their school garden 
program garners them enormous publicity and goodwill for a fraction of the cost of purchasing 
the same publicity from traditional advertising channels.  Not to mention the marketing pull that 
middle school children have upon returning home excited to tell their parents about the new 
Wooly Pocket garden at school. 
TOMS shoes is another excellent example of CSR initiative as marketing tool.  ‘One Pair 
Sold = One Pair Donated’ is a powerful and simple message: one that takes the guilt away from 
shopping for discretionary goods and replaces it with a feeling of good will and generosity. 
These are examples of ways to use CSR as an opportunity.  Strategic partnering with 
community initiatives can also help reduce labour cost and aid in the sourcing of environmentally 
conscientious inputs.  For example, when creating a previous iteration of the Patch sub-irrigated 
planter that was made wholly from recycled liquor bottles Patch partnered with a Downtown 
Eastside Vancouver initiative call United We Can.  United We Can sourced the bottles for Patch 
and cleaned them, selling them at a fractionally higher price than the cost of purchasing recycled 
glass bottles in bulk.  But the labour cost saved in sorting and cleaning was far greater than the 
incrementally higher unit cost. 
Urban Agriculture Education 
One of the major barriers to overcome in attracting the NGM customer segment is the 
status quo, and the key to this is educating the consumer on the benefits, both for them and the 
environment, of embracing a new method of food sourcing.   Overcoming this barrier is a huge 
opportunity as it offers access to a market which today is not growing vegetables, but could be 
convinced to do so.  Through an intelligent marketing/education campaign Patch must show the 
consumer a value gain that justifies switching from the status quo.   
There are three key aspects to this.  First, these consumers must come to appreciate that 
produce grown at home is intrinsically better.  It does not contain pesticides (which can be 
damaging to health), it is not derived from genetically modified stock (which some people believe 
is dangerous), and it has higher nutritional content and is fresher than alternatives.  Second, the 
production of food at home is environmentally and socially responsible.  There is a small carbon 
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footprint, farmland is not being exhausted and there is no exploitation of labour.  Third, the 
provenance of the produce is fully known so there is no uncertainty about any of these factors.  
Creating viral information videos on YouTube and Vimeo, giving presentations at 
farmer’s markets and home & garden and design shows are examples of ways to raise awareness 
with a minimum of cost.  Creative packaging and marketing of Patch products can also put the 
benefits of urban agriculture front and centre on display shelves. 
2.4.2  THREATS 
Threats are sources of competitive advantage in which Patch scored poorly in comparison 
to its competitors. 
Brand Creation 
Wooly Pocket has done an excellent job of branding itself.  Wooly Pocket’s products are 
attractive and are presented beautifully in their marketing materials.  The CSR initiatives they 
have implemented play an integral part of their branding and have created enormous good will for 
the company.  As Patch is targeting the same market as Wooly Pocket using similar strategies, the 
current strength of Wooly Pocket’s brand is a considerable threat. 
Economies of Scale 
This is generally achieved by being an established incumbent with large volume 
competing on price as opposed to differentiation.  As Patch will compete through differentiation, 
it is expected that competitors using an alternate strategy would outscore the company on these 
sources of advantage. 
Long Term Contracts with Retailers 
This is unlikely to be possible until Patch is established and so will not assist market 
entry. 
Selling in Bulk 
Again, this is unlikely to be possible until Patch is established. 
2.4.3  STRATEGIC ALTERNATIVES 
The purpose of this paper is to identify strategic alternatives for Patch, and now that we 
have identified the company’s opportunities and threats within the industry we can do so.  
The opportunities identified in the competitive analysis are all means of capturing the 
NGM market segment, and if successfully applied would help foster the Patch brand, mitigating 
the threat of Wooly Pocket’s brand power. 
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Patch’s strategy, therefore, is to attract NGM consumers who heretofore have not been 
involved with urban agriculture, and then sell them Patch products.  Successful market entry 
would require a value proposition that speaks to the NGM consumer directly and addresses 
his/her wants and needs.  S/he is not very price sensitive, has a passing interest in urban 
agriculture but mostly as a trend, will get involved so long as it is not too difficult, doesn’t make a 
mess, looks good on his/her window sill or balcony and is an interesting conversation piece. 
Patch will develop this market by urban agriculture education and diversifying into new 
retailer channels, and also through CSR initiatives involving the community, garnering attention, 
and engendering goodwill.  Patch will then convince the consumer to purchase the company’s 
product based on holistic product differentiation: by offering a product that is aesthetically 
pleasing, has high yield, is durable, is easy to use, and is constructed in an environmentally 
conscientious manner.  The Patch brand will grow along with product sales and word of mouth, 
and through the use of CSR initiatives, social media, blogs and the company’s website Patch will 
put its users to work: creating a community of growers that share successes and questions, 
becoming vocal thought leaders to the spreading of urban agriculture (and the use of Patch 
products) in their social circles. 
It is important to remember that Patch is a start-up with limited resources, and any 
strategic recommendations must be financially realistic. 
Urban Agriculture Education 
The first step to selling Patch products to the NGM consumer is educating them on the 
benefits of urban agriculture, as well as on the perils of current food production methods.  NGM 
consumers will only be interested in Patch if they are interested in urban agriculture generally, so 
the first step in Patch’s strategy is an educational one.  Examples of ways to educate consumers 
about urban agriculture with a minimum of capital investment include making informational 
videos to be released on Vimeo and YouTube, giving talks (from design forums to PechaKucha), 
and partnering with schools and educational institutes to create urban farms.  Even something as 
grass roots as moss graffiti; any means of informing consumers about urban agriculture is a win.  
Diversifying Into New Retailer Channels 
Selling Patch products through more diverse retail channels than just home and garden 
stores and centres is beneficial for three reasons.  
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Increased Visibility to Target Market 
First, additional types of channels reach more of the target audience.  Patch products are 
targeted at consumers who do not have the space or knowledge to grow food, so selling the 
products in stores for gardeners makes little sense.  By selling its products at design and furniture 
stores, high-end grocers, and/or lifestyle stores Patch will reach more NGM consumers.  
Varied Product Identity 
By being sold at these varied retailers, the identity of Patch products grows from being 
only urban agriculture facilitators to also being thought of as design features for the home and 
original gift ideas for friends or family.  In this instance the retail product placement itself is a 
signal to the consumer; if the consumer shops regularly at the design or lifestyle store then 
Patch’s product’s presence on the shelf signals that it may also have a place in the consumers 
home. 
Selecting the right stores is vital to this.  They should be within the interior design and 
lifestyle segment and be established and well known sources of well-designed products with 
style.  Examples within Vancouver are Inform, Old Faithfull, and Design House.  Just being on 
shelves beside the brands that these stores carry gives Patch’s products instant credibility. 
There are two key factors to the success of this strategy: firstly, how to get the right stores 
to carry the products and second, how best to maximize the visibility for marketing and brand 
value.  Having an established store carry a new, unknown brand is actually not always as difficult 
as it seems.  Personal relationships and sweetening the deal for them are the two keys. 
Facilitated Market Entry 
Patch is a new entrant with limited capital, and breaking into an existing market (even 
though it is currently unsaturated and there are market segments being underserviced) can still be 
challenging.  Selling Patch products to retailers who currently do not carry consumer container-
growing systems ameliorate these concerns as it is an un-crowded marketplace (for this product 
type) and easier to enter.  Being the only container system on any particular retailer’s shelf would 
also give Patch an advantage over competitors who are competing with one another in another 
location. 
CSR Initiatives 
CSR initiatives are integral to Patch’s strategy as they increase visibility and brand 
recognition, reach new consumers and give the company credibility.  When marketing a product 
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partially on its environmental and/or societal benefits.  It is important to ‘walk the walk’; to 
behave in a manner aligned with the purported goodness of your product. 
Wooly Pocket’s CSR initiative of school gardens construction and education is a perfect 
example of a successful CSR strategy and its marketing benefits for the firm.  They do so only in 
the US, and Patch will undertake a similar initiative in Vancouver.  It is a great way to spread the 
word about urban agriculture and Patch, as the students are great connectors to possible 
customers (their parents).  There is no reason to limit community contributions to schools though.  
Patch has already built community gardens for SOLEfood, a lower east side community initiative, 
and any community involvements that are perceived as socially good and have visibility are 
viable initiatives. 
Becoming THE urban agriculture facilitator for community initiatives in Vancouver 
would give Patch an enormous amount of visibility.  It would also help increase the knowledge 
base of consumers on the industry in general. 
Holistic Product Differentiation 
The NGM consumer will have a specific list of attributes desired in a planter.  It must be 
aesthetically pleasing.  It must work well (have a high yield) and be well built and durable.  It 
should also be built using recycled, up-cycled, or at the least recyclable materials. 
The Patch planter is all these things.  It is extremely easy to use due to the simple 
implementation of SIP technology.  It has a higher yield than other types of planters and is much 
easier to use than most.  It is sold as a complete growing system with optimized soil and a variety 
of seed options taking the guesswork out of setup and sets the consumer up for an optimized 
experience, and therefore is less susceptible to user error. 
Not only is the planter highly usable and productive, great attention has been paid to its 
external appearance.  It is fun yet simple, and would fit a variety of decors.  The exterior material 
is Tyvek which is printable (both silkscreen and digitally) which creates new opportunities for 
branding and collaborations. 
The Patch planter addresses the wants of the NGM customer segment because it serves as 
a producer of food, is a design piece, is environmentally and socially conscientious, and does all 
these things while being fun, and extremely easy to use with no mess. 
It is the perfect product for hobbyists as there is only a small investment and no downside 
yet is still highly functional. 
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Brand Creation 
Creating a brand with limited resources is extremely difficult.  To ameliorate this 
challenge Patch plans to put its customers to work.  Using the company website as a hub, Patch 
will create a community of growers: a place where consumers growing produce in Patch 
containers can share their progress, photographs, and anecdotes and ask questions & offer 
insights.  
Information will be posted and linked across the company blog, Patch’s and consumer’s 
Facebook and Google+ accounts, on YouTube and Vimeo, and on urban agriculture, gardening, 
design, and lifestyle forums.  Social media is a powerful tool but it is only a tool.  It works best 
when there is actually something to be said. For that reason social media will not play a large part 
in Patch’s product launch, but will rather become prevalent in the company’s strategy only once it 
has established a customer base, and it will be the customers doing the talking. 
There are risks inherent in this strategy.  First, Patch is relinquishing control of the 
spreading of its message to its consumers.  This is only a concern if the product functions poorly.  
This concern is reduced by the quality of the Patch product.  Some few people will always have 
something bad to say, but with social media the harm comes from being seen attempting to corral 
criticism as opposed to the criticism itself (as long as the message is generally positive). 
Another risk is that customers will not want to share information.  Although this is 
unlikely it can be further mitigated by the hosting of contests and by having Patch actively 
engaging consumers in conversation.  Creating a database of customers is a strong tool for 
accomplishing this, and can be achieved by asking customers to register when they purchase a 
produce.  They will be induced to register because by doing so they will receive product 
information, special purchase opportunities and information on new produce possibilities.  
Consumer Adoption 
It is useful to view these strategic alternatives in the context of the adoption process for 
customers of new products, which has five stages36-   awareness, interest, evaluation, trial, and 
adoption, to understand Patch’s strategy. 
Awareness  
Both the urban agriculture awareness campaign and diversifying into new retailer 
channels creates awareness for the product.  The urban agriculture awareness program will 
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initiate the customer’s interest in growing produce at home.  Seeing the product in a high-end 
design store will also initiate that awareness. 
Interest 
After initial awareness, interest is created through the UA awareness campaign that will 
highlight the benefits of urban agriculture.  Attractive and informative store displays in relevant 
retailers will stimulate interest as well.  Visible CSR initiatives will also drive interest as they will 
increase Patch’s visibility in the community. 
Evaluation 
Evaluation will occur by consumers researching urban agriculture products online and in 
store along with interaction with the community of growers and especially customer testimonials.  
There will need to be a group of early adopters who try the product with minimal evaluation to 
create the groundswell and the information on which the bulk of the consumers will use to 
evaluate the product.  Evaluation will be favourable due to the holistic design of the product 
which is intended to specifically service the needs of the NGM consumer. 
Trial and Adoption 
As this is a consumer product, trial and adoption should be analyzed together.  Adoption 
will occur when the consumer has passed the previous steps.  S/he is aware of the product, has 
become interested in it and has evaluated it favourably.  When the consumer adopts the product 
(assuming s/he likes it) s/he then contributes to the online forum and propagates the cycle by 
increasing awareness (by spreading the word online and in person), garnering interest and aiding 
future consumers evaluate the product (through testimonials). 
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3 IMPLEMENTATION/INTERNAL ANALYSIS 
An implementation analysis will now be used to determine whether the internal 
capabilities of Patch are capable, or can be made capable, of implementing the strategic 
alternatives identified in Chapter 3.  Porter’s Diamond-E Framework is used to analyze the 
viability of the proposed strategy.  
3.1 DIAMOND-E FRAMEWORK 
Figure 4 – Porter’s Diamond-E Framework 
 
This framework tests the proposed strategic alternative in four categories: environment, 
management preferences, organization, and resources.  The environment analysis was done in 
chapter 2 using Porter’s 5 forces model.  
Management preferences examines the vision and ideals of the business and gauges 
whether the proposed strategy fits within them on an emotional and intellectual level. 
The organization and resources analyses examine tangible requirements of structure and 
resources and thus it determines how well the proposed strategic alternative fits with the 
organization.  This analysis includes structure and systems. 
The resources analysis examines what operational, human, and financial resources are 
required to implement the proposed alternative.   
3.2 ASSESSMENT OF PROPOSED STRATEGY 
3.2.1  MANAGEMENT PREFERENCES 
The management preferences analysis will determine how well the proposed alternative 
fits with current management preferences in four dimensions—experience, vision and whether 
decision making and leadership practices fit the strategy. 
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Vision 
Required Internal Capability 
The strategy requires that Patch be a leading light in the community, in several 
interrelated aspects of the company’s market positioning and relationship with its stakeholders.  
The company must be, and be seen to be, a leader in urban agriculture, environmentally conscious 
production, and community involvement.  Further, the strategy proposed makes recommendations 
requiring unorthodox managerial attitudes.  Urban Agriculture education and CSR initiatives ask 
management to make some decisions based on what is best, not only for the company, but what is 
best for the environment and the community (although it does help the company as well).  Also, 
Patch’s plan to empower customers to participate in brand creation through joining an online 
community of growers demands an affinity for collaboration as well as the ability to relinquish 
partial control of the business’s identity. 
Current Capability 
The founder and CEO of Patch, Kent Houston embodies precisely the vision and 
approach to business described above.  This is captured in Patch’s website which describes the 
company as  
“a group of dedicated individuals obsessed with collaborating to create easy, no-
fail methods for growing your own food at home and in your neighbourhood. Our 
goal is to help enable urbanites without access to arable land, or years of 
experience in the garden, to grow food. 
Kent Houston, founder of Patch, is developing a line of urban agriculture 
container systems that enable people without access to land the ability to grow 
food. Originally from Toronto ON, Kent has called Vancouver home for twenty 
years. Having worked in the landscaping industry for most of his life, he saw 
firsthand the rising opportunities and relevance in urban agriculture.  He became 
deeply involved in the building of an urban farm in Vancouver’s downtown 
lower eastside: SOLEfood. Through this experience he came to realize that the 
farm’s planter boxes had a very limited lifespan and began to seek a more 
intelligent design solution. Thus, he founded Patch.” (Patch, 2011, para. 2) 
Gap Between Required and Current Capability 
The vision Mr. Houston has created for Patch is perfectly in concert with the emotional 
methodology of the proposed strategy, and therefore there is no gap. 
Recommendation 
No change is needed in vision or attitude.  Maintaining the current ideals and identity of 
the organization is recommended. 
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Management Experience 
Required Internal Capability 
The proposed strategy is a multi-faceted one.  It includes consumer education, consumer 
demand generation, B-to-B sales and distribution, community partnerships, product design, and 
social media marketing and management. Production is contracted out to a local producer, so no 
internal production capabilities are required.   
To highlight the experience & skills required to successfully implement each stage of the 
strategy, Table 6 lists the stages of the plan, the skills and experience required in each, Mr. 
Houston’s experience in the area, and the gap (if any) that requires filing. 
Table 6 – Management Experience Required per Strategic Alternative 
Strategic 
Alternatives 
Experience & Skills 
Required 






knowledgeable about UA 
-Public speaking skills 
-Networked with UA 
players in Vancouver 
-Extensive knowledge on 
UA and UA in Vancouver 
-Guest speaker regularly at 
UA forums and conferences 
-Well connected with UA 
players both in Vancouver 





-B to B salesmanship 
-Interpersonal & 
relationship building skills 
-Negotiation skills 
-Extensive sales experience 
from ownership of Houston 
Landscapes both to 
corporate and private clients 
None 
 
CSR Initiatives -Community involvement 
-Relationship Management 
-Experience with NPOs 
-Involved in numerous 
Downtown Vancouver 
Eastside initiatives 
-Main sponsor and builder 
of SOLEfood farm at 
Hastings and Hawk 
-Connected with local 
mavens of public 





-Product design addressing 
the variety of parameters set 
forth 
-Has commissioned product 
design from local product 
designer, now complete & 
approved 
None 
Brand Awareness & 
Consumer Demand 
-Building customer database 
-Creating and managing 
online identity 
-Social media presence 
creation and management 
-No computer experience 
-Limited social media 
experience 
-Brand building experience 
where broad consumer 
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Current capability 
While Mr. Houston does have a strong knowledge base and network to help facilitate the 
implementation of the strategy, he does have gaps in technical aspects that require filling for a 
successful rollout. 
He is extremely well versed in urban agriculture in Vancouver and is respected in that 
community.  His involvements with CSR initiatives in the lower east side, both with SOLEfood 
and United We Can, have well prepared and placed him for sourcing, implementing and 
managing future CSR initiatives.  See Appendix C for a description of United We Can and 
SOLEfood.  He can lever his profile in the community to have Patch become involved in local 
urban agriculture related activities.   However, someone will then have to follow up to ensure the 
continued success of the partnerships and that Patch is properly portraying itself to the public.   
Gap 
Mr. Houston does have two critical gaps in his managerial experience that require 
addressing to ensure the successful implementation of the proposed strategy.  First, he has no 
experience with social media.  While the technical aspects of setting up and running a web site, 
Facebook, Google+, blog, Vimeo, and YouTube can be easily outsourced (as was done with the 
Patch website), creating and managing an online presence requires constant interaction and 
diligent monitoring.  This is particularly important in this case as brand creation and customer 
empowerment are crucial aspects of the strategy. 
The implementation of this plan also complicates the daily running of Patch considerably.  
Up to now Mr. Houston has been focused exclusively on product and brand design.  The plan 
introduces several new daily managerial tasks to the business.  Regardless of Mr. Houston’s 
abilities or experience, organization of the tasks themselves will become a significant task.  It is 
particularly important that resources be added in this case as Mr. Houston’s ADD makes him 
particularly unsuited to day-to-day management of tasks where timely attention to detail is 
required. 
Recommendation 
It is recommended Mr. Houston’s initial additions to his management team be a Brand 
Manager and a part time Operations Manager.  As Patch is a startup with limited resources, one 
way to attract high caliber candidates for these positions is to offer remuneration which includes 
an equity stake as well as cash compensation.  This has two additional benefits.  First it reduces 
cash expenditures.  Second, it motivates staff. 
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3.2.2  MANAGEMENT TEAM 
Required capability 
As Patch is in the process of changing from product development to market entry and 
sales, the management team must grow along with the demands of the business.  Two 
management positions were identified in the previous section to alleviate Mr. Houston’s gap in 
experiences, and adding members to the management team to fill those holes is required. 
Current capability 
Mr. Houston currently has no management team. 
Gap 
The management team analysis found two gaps that need to be filled: 
• Brand creation and awareness management  
• Operations 
Recommendation 
Mr. Houston requires help both in day-to-day operations of the business; actionable 
items, logistics, and control will be responsibilities of this position. 
He also requires a brand manager, who will foster and upkeep all aspects of the brand 
awareness campaign including the urban agriculture awareness campaign, online & social media 
presences, and end customer database creation and retention. 
Table 7 is a breakdown of the costs incurred by the recommendations set forth in this 
section. 
Table 7 – Costs for Management Preferences Implementation Recommendations 




Brand Manager   $80,000 
Operations Manager  $30 30,000 
 
3.2.3  LEADERSHIP 
Required capability 
Leadership of Patch in the future has two key parts.  First, the company must have a 
leader who is seen within the company, and outside in the community, as a visionary UA 
groundbreaker who is totally committed to the highest ideals of sustainability, environmentally 
sensitive food production and constructive community involvement.  Second, the company must 
have a leader who can build an operating company. 
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Current capability 
Up to now Mr. Houston has been very entrepreneurial and independent.  He has created 
the concept, product, and brand identity working on his own.  Within the proposed strategy, the 
next phase of the company’s growth demands that he continue to be the company’s product 
visionary and he must also be the leader of the company’s UA activities and spearhead the 
company’s community involvement.  Further, the task of leading the company must now evolve 
to include managing new activities—demand generation, manufacturing, sales and brand 
creation. 
While this transition from entrepreneur to manager is difficult for many, Mr. Houston has 
previous managerial experience from his last company.  At its peak Houston Landscapes had over 
100 employees, and was rated as one of the top 100 companies to work for in BC. 
Gap 
Mr. Houston has the visionary leadership skills and presence required, both within the 
company and outside, and therefore there is no gap in that respect.  Also with respect to transition 
from entrepreneur to manager, Mr. Houston has managed a significant organization before and 
therefore there is no gap in that respect, so long as he has the operational and marketing support 
which has been highlighted above 
Recommendation 
No augmentation of leadership is required. 
The implementation of the strategy introduces 6 new functions to Patch.  The following 
two sections will analyze what is required for these functions to operate properly.  Table 8 is a list 
of the required functions and of the systems and resources required. 
Table 8 – Functions & Tasks and Required Systems & Resources 





-Develop the Product  (done) Kent 





IT -Company  
-Web Site 
-Customer list 
IT Software Part-time IT person  
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Function Tasks Systems Physical 
Resources 
Human Resources 






























ordering and shipping 
Manage Outsourced 










3.2.4  ORGANIZATION 
Structure 
Required capability 
As Patch grows as an organization it requires more structure.  Figure 5 is the required 
organizational chart for implementation of the strategy. 
Figure 5 – Patch Organizational Chart 
Product
Development









Currently Patch has no structure.  Implementation of the strategy will need new 
capabilities, duties and staff and will demand a structure to place them in.   
Gap 
As there is no current structure the gap that requires addressing is the creation and 
implementation of the organizational structure for Patch. 
	  	   43	  
Recommendation 
The structure recommended is a centralized one, with functional areas of product 
development, finance & reporting, IT, manufacturing and distribution, building brand awareness, 
and sales. 
All of these areas will report directly to Mr. Houston in a basic centralized organizational 
structure.  While Patch is competing on differentiation, and centralized structure tends to inhibit 
employee innovation and motivation required for a successful differentiation strategy, the 
proposed strategy demands centralization. 
When reaching consumers for the first time the organization must have a very clear 
vision and brand.  That demands clear leadership and consistent delegation of the vision and 
brand throughout the company. 
Once the strategy has been successfully implemented and Patch is an established brand, 
the organizational structure can be revisited. 
Systems 
Required capability 
Inside the organizational core of the business there are systems that control the business.  
Table 9 lists the strategic alternatives and the systems required in each stage.  Note that ‘increased 
daily operations complexity’ has been added to the list of marketing plan stages.  It is not a stage 
in the plan but is an unavoidable byproduct of them, and will have its own demands on the 
organization so must be accounted for and its needs addressed. 
Table 9 – Organizational Systems Required per Market Entry Plan Stage 




Diversifying into New 
Retailer Channels 
-Inventory management system 
-Retail Channel customer database 
-Accounting 




Brand Creation -Brand management system that encompasses the website, blog, 
social media presence 
-End customer database 
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As identified in table 7, for successful implementation of the strategy the following 
systems are required: 
• Inventory Management System—to manage the flow of inventory form the 
producer to the retail channels and for inventory control 
• Retail Channel Customer Database—to collect and organize information 
pertaining to retailers which are selling Patch products 
• Holistic brand management—to monitor the overall on-line information related 
to Patch and its products so that the company can shape and manage its brand 
• End Customer Database—to collect consumer data for marketing and quality 
control purposes in addition to creating the ‘community of growers’ which will 
be used to increase brand awareness 
• Accounting—to keep financial records and information organized and readily 
available to ensure proper business practices and efficiency of operations 
• Financial—to gather and summarize financial data to prepare financial reports for 
the organization’s management, owner, and other stakeholders 
• IT System—to manage the company website, blog and social media presence and 
to facilitate navigating and sharing between them 
Current Capabilities 
Patch currently has DIY solutions for accounting and financial tracking. 
Gap 
While Patch does have current solutions in place for some of the required systems, 
namely accounting and financials, all current solutions are minimal and suffer from a lack of 
organization as well as having no one directly accountable for their upkeep. 
Recommendation 
It is recommended that all systems required need to be implemented fresh, having 
whatever data currently exists carried over to the new system.   
The organization analysis found 6 gaps that need to be filled: inventory management 
system, retail channel & end customer database, accounting, financials, and IT system support. 
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There are software solutions that incorporate inventory management and retail channel & 
end customer database solutions, for example inFlow inventory software.  Such software (for the 
requirements of a small business such as Patch) cost approximately $300. 
Accounting and Financial record keeping and reporting are absolutely vital to the 
functioning of any business and are particularly anti-suited to Mr. Houston’s experience and 
capabilities.  Hiring an accountant consultant is a vital step in the growth and proper management 
of Patch.  Accountants cost a minimum of $30/hour, and Patch should have its books updated 
weekly. 
IT support is another vital piece of support for a business.  If you have an online presence 
it must function continuously, information must be up to date, and issues & complaints must be 
addressed in a timely manner.  Patch currently does have support for the company website 
provided by the firm that created it, and that support should be continued and expanded to include 
any other technology that is required for the operations of the business.  Table 10 lists the 
recommendations set forth in Organization along with their costs. 
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Table 10 – Costs for Organization Implementation Recommendations 




Purchase Inventory & Customer 
Database Management Software 
$300   
Hire Bookkeeper/ Accountant   $30/Hour $12,480 




Patch is a product whose identity is a product of its ideals.  It positions itself as a thought 
leader in the urban agriculture movement and as a contributing member of the community.  It is 
imperative that these beliefs are ingrained and shared by employees at all levels of the company.   
Current capability 
Mr. Houston has been very careful to create a brand concept and identity that very closely 
match his own.  Currently his business matches his ideals and those reflected in Patch’s vision. 
Gap 
There is currently no gap in organizational culture as Mr. Houston is the only employee. 
Recommendation 
Although there is currently no gap in corporate culture, the challenge is maintaining that.  
Hiring is the key to maintaining the proper culture.  Selecting applicants who not only have the 
capabilities required for the position but also share the organizations common beliefs will allow 
Patch to grow while maintaining its culture. 
3.2.5  RESOURCES 
Operational 
Required capability 
Operational resources refer to the physical resources required to implement the strategy.  
Components of the plan that require physical resources are as follows: 
• Warehousing of Patch products  
• Delivery capabilities 
• Inventory and customer database management software 
• Promotional products and material for in-store displays and giveaways 
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• As production is contracted out there are no required internal capabilities, save 
constant diligence to ensure product quality and systems in place to transport 
product from the manufacturer to the warehouse.  While local production 
increases per unit costs compared to contract manufacturing in low wage 
countries, it is an integral part of Patch’s brand and identity to be produced 
locally and ethically.  In the future, if volumes expand beyond the capacity of 
local production, some production may be contracted to a low wage country.  
However, some local production will be retained because use of locally recycled 
materials and the use of locally sourced labour (United We Can) is a key part of 
the Patch persona. 
Current capability 
Patch’s offices are currently in a warehouse space in the Railtown district of East 
Vancouver, and have about 2,500 feet of space.  There is ample room in the existing location to 
warehouse product.   
Gap 
Missing operational resources include product delivery capabilities, inventory and 
customer database management software, and promotional products and material.   
Recommendation 
Contracting a delivery company to pick up and deliver products to retailers is the most 
cost effective means of delivery as well as not adding any new required internal capabilities and 
responsibilities.  It is recommended that software be purchased for inventory and customer 
database management and that it be up kept by the contracted IT support.  Additional units should 
be produced for promotional purposes and promotional materials should be commissioned. 
Human 
Required Capability 
Human resources required have been identified throughout the implementation/internal 
capabilities analysis.  They include: 
• Brand Manager 
• Operations Manager- part time 
• Accounting- part time 
• IT Support- part time 
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Current Capability 
Currently there is no staff at Patch Ltd. 
Gap 
Gaps include all staff that are required for operations who have not yet been hired.  They 
include: 
• Brand Manager 
• Operations Manager- part time 
• Accounting- part time 
• IT Support- part time 
Recommendation 
The proposed strategy requires substantial additions to the current team of 1.  Both in-
house and outsourced consultant help is required to ensure a successful implementation.  Hiring 
must be done carefully to ensure staff that can both do the job and who fit the corporate vision 
and culture. 
In-house positions that need filling are operations manager and brand manager, while 
part-time support is needed in accounting and IT.  The costs for these positions will be covered in 
the financials section. 
Financial 
The financial requirements consist of the costs listed in all sections of the implementation 
analysis.  The financial requirements for the implementation of the strategy are set forth in table 
11.  All recommendations found in the internal analysis are included as well, so this table 
represents all costs required for a successful product launch.  EBITDA break even occurs in Q4 
and positive cash flow occurs the following  quarter.   
Required Internal Capability 
As per the financial analysis, including an allowance for 2 weeks of inventory, the 
maximum cash required is just under $200,000.  With contingency of $100,000 the cash required 
is $300,000.  This assumes however that the forecast sales are achieved and there is clearly great 
risk as this is a forecast of initial sales that is not based on any history or experience.  The two 
assumptions that create sales forecasts are the number of stores contracted to sell Patch products 
and the number of products sold per store as set out in table 11. The total costs (excluding COGS) 
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over the first 8 quarters are $629,000.  Therefore, to allow for a slower than projected ramp in 
sales, the company should have approximately $500,000 on hand to start operations. 
Existing Capability 
There is currently no significant cash available in the company. 
Gap Between Required and Existing Capability 
The gap between the required and the available capital is $500,000. 
Recommendation 
The company should raise $500,000 of equity capital before taking the product to market.  
Equity capital is recommended because the company is likely not suitable for debt financing at 
this early stage of its development.  When distribution channels and manufacturing are 
established and there is a history of sales, financing of working capital needs by way of debt 
could be considered.  
	  	   50	  
 
Table 11 – Patch Financials 
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4 FINAL RECOMMENDATION 
4.1 RECOMMENDATION 
The recommended strategy for Patch Ltd. is to adopt a focus differentiation strategy since 
it is aimed specifically to get NGMs to enter the market—a highly differentiated product will 
allow the company to target a part of the market that currently is generally not involved in urban 
agriculture. 
Patch’s plan is to attract NGM consumers, who heretofore have not been involved in 
urban agriculture, and then sell them Patch products.  Patch will do this as follows. 
• Patch will create urban agriculture education campaigns to raise awareness for UA in general 
as well as to educate consumers on the dangers of current methods of food production and the 
benefits of growing produce at home. 
• Patch will establish two types of channels to market.  First the company will focus on retail 
channels which are new for the industry–high-end grocers and design & lifestyle stores.  
These will reach target consumers who do not yet garden so do not shop at garden centres, 
while also signaling to consumers that Patch products are worthy design features as they are 
on the shelves of established and respected retailers.  This strategy will also ease the initial 
market entry as Patch products will not be competing for shelf space with incumbent 
competitors as they would in stores in the traditional retail channels of home and garden 
stores and centres.  However, Patch will also seek to have these more traditional channels 
carry its products. 
• Patch’s products will be differentiated by meeting all the needs and wants that an NGM 
customer is expected to want in a home UA product: they are aesthetically pleasing, have 
high yield, are durable, are easy to use and are constructed from recycled materials.  The 
objective is for the NGM consumer to make a trendy, lifestyle purchase that offers the 
benefits of home grown products, without the work and mess of other home growing 
solutions. 
• Patch will enhance its product and company brand by implementing CSR initiatives 
involving local communities.  These initiatives will help spread the word about Patch while 
creating goodwill for the company. 
• Finally, as the company builds its market presence, Patch will increase brand awareness by 
creating a ‘community of growers’ where people with Patch produce can share progress, 
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photographs, anecdotes, insights and questions.  This will also create goodwill, will function 
as a support network and will also put Patch customers to work: turning them into 
spokesmen/women for the brand. 
4.2 SUB-RECOMMENDATION 
The implementation and internal capabilities analysis has identified a set of sub-
recommendations.  These are actionable items that must be completed so that the company has 
the resources required for the successful implementation of the recommended strategy. 
The sub-recommendations identified in the implementation analysis are: 
• Hire a brand manager 
• Hire a part-time operations manager 
• Hire a part-time accountant  
• Implement inventory & customer database management software 
• Expand IT support 
• Contract a delivery company to manage product deliveries to Patch from the manufacturer 
and from Patch to retailers 
• Partner with United We Can to provide cost-effective unskilled labour for the assembly & 
packaging of Patch products 
• Raise $500,000 in equity capital to fund the product launch 
4.2.1  TIMELINE 
All recommendations and sub-recommendations must be implemented at strategic times 
to ensure maintaining momentum and to reduce cost inefficiencies. Table 11 is the 
implementation timeline. 
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Table 12 – Patch Proposed Strategy Implementation Timeline 
Recommendation Q1 Q2 Q3 Q4 Q5 Q6 Q7 Q8 
Design holistically differentiated 
prouct done         
Create UA campaign           
Implement UA campaign                 
Be carried in non-traditional retailers- 
channel saturated by Q8                 
Implement CSR initiatives                 
Create database of users and social 
programs                 
Operate social programs and populate 
database     1000   2500   25000   
Sub-Recommendations          
Internal Hiring           
Hiring of outsourced support staff           
Contract delivery company           
Partner with United We Can                 
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Appendices 
Appendix A - Competitors 
EARTHBOX 
Since 1994, EarthBox has been the pioneer in container gardening systems. The patented 
EarthBox was developed by commercial farmers. 
    
Products and services:  
• EarthBox Containers 
• Green EarthBox Container Gardening System 
• Terracotta EarthBox Container Gardening System 
• White EarthBox Container Gardening System 
• White Mini, Terracotta Mini & Green Mini Garden Package - Holiday Special 
• EarthBox Complete Kits   
• Green EarthBox Ready-to-Grow Kit & Organic Ready-to-Grow Kit 
• Terracotta Ready-to-Grow Kit & Organic Ready-to-Grow Kit 
• White Ready-to-Grow Kit & Organic Ready-to-Grow Kit 
• Organic & Natural Products  
• Planting & replanting Kits 
• Watering System Kits & Components 
• EarthBox Accessories 
• Gardening Accessories  
• Plant Treatments & Repellents   
• Live Plants and Seeds  
• Educational Curriculum & Guides  
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• Replacement Parts  
• Gift Certificates 
• EarthBox Gear 
Key segments targeted: Agricultural purpose for home (Urban gardening & Organic gardening) 
and also its Pre K-12 EarthBox targets the classroom 
Price: Ranges from $29.95 to $140 
Global Presence: Based in U.S and has presence in Canada, U.K, Australia & South Africa 
Sales and distribution: Directly to consumers (By online) & Third party retailers (Gardenworks 
& Home Hardware) 
Promotion and marketing: Through YouTube, Face book, Twitter & Blogs 
Strengths: 
• More productive than conventional container gardening 
• Easy to set up and use 
• Durable 
Weaknesses: 
• Organic "replant kit," is expensive 
• Design flaw- no water gauge (Need to ‘spill it to fill it) 
http://www.earthbox.com/ 
LECHUZA 
From Brandstätter GmbH & Co. KG, based in Zirndorf, Germany, has been on the 
market since 2000. LECHUZA inspires both professional interior landscapers and consumers 
with cleverly designed solutions for planters and accessories.  
         
Products and services:  
• Planters of varying shapes and sizes (all quite small) 
• Accessories 
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• Plant substrate 
Mineral-based plant substrate is ideal for plants and is the perfect alternative when you 
need to avoid organic soil (such as in hospitals, nursing homes, or due to allergies). 
Key segments targeted:  Home & Corporate 
Price: Ranges from $25 to $360 
Global Presence: Based out of Germany and also has operations in the US, Canada, Austria, 
Russia, U.K, Spain, France, Australia, Netherlands & Switzerland 
Sales and distribution of the product: Directly to consumers (online), Outlet & Dealers 
Promotion and marketing: Through YouTube, Face book, Twitter & Blogs 
Strengths: 
• Long “Water-free” period – up to 12 weeks 
• Good design & Durable 
• Wide variety of sizes and colours 
• Self-watering with easy to read gage 
• Can be used indoors or outdoors 
Weaknesses: 
• Expensive 
• Confusing instruction booklet 
• Not organic 
http://www.lechuza.com/ 
SIPH2O 
sipH20 makes plant growth simple and stylish by combining ease-of-use with their 
revolutionary sipH20 Clear Advantage™ sub-irrigation technology 
 
Products and services:  
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• Planters of varying shapes and sizes (all quite small) 
Key segments targeted:  Home & Corporate  
Promotion and marketing: Not available 
Strengths: 
• Easy to use 
• Stylish design 
• Easy Set-Up. Easy Clean Up 
• Durable 
Weakness: 
• Limited internet and social media visibility (other then company site) 
http://www.siph2o.com/index.html 
WOOLY POCKET 
Wooly Pockets are flexible, breathable, and modular gardening containers. They come in 
two styles: those designed to be placed on horizontal surfaces, and those designed to be hung on 
walls for vertical gardening. 
  
 
Products and services:  
• School gardens 
• Modular, free-standing, and wall-mounted models 
Key segments targeted:  Home & Corporate 
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Pricing: Price ranges from $29 to $350 
Global Presence: It is a family owned and operated company based in Los Angeles 
Sales and distribution: Online store & Distributors worldwide 
Promotion and marketing of the product: Internet, articles in leading newspaper & magazine, 
Social networking sites, Blogs, print advertising, Community involvement  
Strengths: 
• Manufactured from 100% recycled materials 
• Several styles 
• Strong aesthetic and online presence 
Weaknesses: 
• Not sub-irrigated 
• Not designed for agricultural use 
• Products leak & stain 
http://www.woollypocket.com 
GARDEN PATCH  
Offers GrowBox, from which you can grow full-size tomatoes, peppers, cucumbers, 
onions, herbs, berries and flowers 
    
Products and services:  
• Grow Box 
• Replacement Fertilizer - Nutrient Patch 
• Grow Box Staking Kit 
• Mosquito Control 
Key segments targeted:  Home   
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Price: $9.95 
Global Presence: Only available in US 
Sales and distribution: Online & Phone orders 
Promotion and marketing: Internet 
Strengths: 
• Extremely easy to set up and use 
• Economical 
Weaknesses: 
• Not organic 
• Plastic box could be thicker 
• Staking system could be sturdier 
• Soil cover has large logo 
http://www.agardenpatch.com 
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Appendix B – Competitor Cross Sections 
EARTHBOX 
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LECHUZA 
               
 
	  	   63	  
Appendix C - About SOLEfood and United We Can 
SOLEFOOD 
SOLEfood Farm is a social enterprise that provides urban agriculture employment and 
training opportunities for Vancouver’s inner-city residents. Working alongside farmer/author 
Michael Ableman, community residents are trained and employed to install and manage small 
production farms on leased urban lots. Produce grown from the farms is washed, cooled, and 
consolidated at a central location, then sold to restaurants, at farmers markets and distributed to 
community organizations. With few significant food production farms within the city, the project 
also provides modeling and education opportunities to a population that has little connection to 
the natural world or to their food sources. The farm provides employees with a place to learn new 
skills and an opportunity for self-growth. SOLEfood Farm will expand to include a large network 
of farms throughout the city that will help revitalize neighbourhoods, provide meaningful 
employment to individuals with multiple challenges, supply fresh food to inner city residents, and 
present a successful self-supporting model of high quality innovative agriculture within the urban 
context.37 
UNITED WE CAN 
We all know the value of recycling, but what if your recyclables helped alleviate 
poverty? 
Green (sustainable) economic development is a path out of poverty.  United We Can has 
been a pioneer in what is now being called the “Third Green Wave,” a combination of 
environmentalism and social equity.   For fifteen years United We Can has been an advocate for 
marginalized people and the environment. United We Can provides people with support, training, 
and “green collar jobs.” These jobs help lift people out of debilitating poverty and help create 
community opportunities in a place commonly referred to as “Canada’s poorest postal code.”38 
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  SOLEfood	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  (2012).	  	  About	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  From	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  United	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  (2011).	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